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FOREWORD

The progressive refinement of Department of Defense logistic
systems 1ig dependent on a continuing program of management
studies. One of the tasks of the Of. ice of the Secretary of
Defense (0SD) and of the Logistics Systems Policy Committee (LSPC)
is to initiate studies which will result in objective research
and analysis leading to recommendations for improvements to the
DoD logistics system.

This Handbook is published to pro.ide guldance to the LSPC
Secretariat, and to the Chairman and members of DoD Task Groups,
on how to initiate, conduct, and report on logistic systems
studies established under the direction of the LSPC, It ~lso
provides information and guidai:e to the DoD Cormponents on their
relationships with, and support of, DoD Task Groups., This Hand.
book is considered part of each LSPC Task Order assignment and
will be followed by all LSPC Task Groups.

Although published for the LSPC, this Handbook has a more
general application, and can be used by any activity involved in
planning, organizing, or conducting a DoD study effort,

Appendix A of this Handbook vontains a listing, in chronolog-
ical order, of the actions which must be taken during the course
of a study, with a reference to the portion of this Handbook in
whicl. that subject is discussed.

The LSPC Secretariat will review and update this Handbook
periodically to insure that it reflects the most current experi-
cuce of LEPC Task Groups., Users of the Handbook may submit
recommendations for change to the LSPC Secretariat at any time.,
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CHAPTER_I

STUDY ASSIGNMENT

A. INTRODUCTION
u

The study assignment, whether or not formally designated a Task
Order uud regardless of the issuing office, provides general direc-
tion on the study's nature and designates who will prepare the study,

Since a study assignment is issued by a relatively high level
official and followed, shortly, by a considerably more detailed
"Study Plan" (see Chapter II), emphasis in the development of the
study assignment shoul! be oriented primarily toward the reascns for
its establishment and based on minimum research into the subject area
involved, .

This Chapter identifies and discusses the elements of information
which should be included in any study assignment:

a. Identification of the study assignee;
_ b. Title of the study;
c. Descriﬁtiqn of the study;
1. Reporting requirements;
e. Ot£e; document or study references;
f. Contact points;
g. Timing of thé study;
7. Data collectién;
i. Composition of the study team;
j. Administrative support arrangements: and,
k. Authorization for the study,
The term "Task Order' is used throughcut this Chapter to refer to

the document which contains and establishes the study assignment. A
rample formal Task Order is contained in Appendix B.



B. STUDY ASSIGNEE

This element of the Task Order designates the organization
responsible for directing t..e study described in the Order.

Usually, this assignment will be made to one of the Department
of Defense (DoD) Components in a Task Order addressed to the Assist-
ant Secretary (Installations and Logistics) (1&L) of one of the
Military Departments or to the Director of one of the Defense Agen-
cies. However, when the specific organization which is to conduct
the study has already been selected, this element of the Task Order
should provide a precise identification of the assignee.,

C. TITLE OF STUDY

The Task Order should identify the official title and a short
title or acronym of the study.,

D, DESCRIPTION OF THE STUDY

1. General. The description of the study in the Task Order
identifies “he background and scope of the study, and delineates the
specific tasks to be accomplished, products to be produced, or objec-
tives to be met, -

2. Background

This briefly discusses the events/factors which led to the
establishment of the study, the nature of the problems which have
been encountered in the study area, and/er the nature and scope of
previous study efforts,

For Logistics S::tems Policy Committee (LSPC) Task Orders,
this discussion should identify the General and Specific Logistics
Systems Plan (LOGPLAN) Objectives which the study is intended to
further,

3. Study Scupe

The scope of the study will be expressed in general terms in
the Task Order since it will be discussed in greater detail in the
Study Plan (see Chapter IT). Care must be exercised in identifying
limitations to the scope 30 that the Task Group is not barred from
conducting research in logistics areas which are closely related to,
or have a direct impact on, the area of the study effort,

The Study Scope establishes the parameters of the study, ex-
pressed in terms of inclusions, exclusions, or a combination of these:



(1) Commodity Range: Examples of the terms in which this
can be stated are: specific Federal Supply Classes or Groups; second-
ary items only or principal items only; and, reparable items only or
nonreparable items only.

(2) Geography: Generally, the alternatives are CONUS
only, overseas only, or worldwide in scope,

(3) Functional: Studies can be limited to specific logis~
ties functions (e.g., supply managem nt, cataloging, 'epot-level main-
tenance, or procurement),

(4) Organizational: Studies can be limited to specific
organizational levels (e.g., rajor command level in CONUS only, or
unified command headquarters only).

4. Tasks/Products/Objectives

This portion of the Task Order defines the work to be accom-
plished by the Task Group in terms of any one or more of the following:

(1) Specific tasks to be accomplished: for example, '"de-
termine the relationship between ,.."

(2) Specific products to be developed: for example, "de-
velcp a DoD directive which establishes policy for ...

(3) Specific objectives to be met: for exampie, "deve lop
A system which will provide the item manager with ,,,"

This element of the Task Order estatblishes minimum goals which
must be met. The Task Group will be c¢pected to 8o beyond these when
justified by its research and findings, subject only to the restriction
that its final recommendations not exceed tie finally approved scope of
the study.

Particular care should be taken in the development of this por -
tion of the Task Order to minimize the likelihood of the Task Group not
accomplishing its intended purpose. An effective technique i, to con-
sider the end result of the Task Group effort as a physical product
and then to describe that product, The Task Croup should be charged
"to develop criteria for determining when ..." rather than being
directed to "solve this problem." Such statements should always be
positive; i.e., they should state wkat is expected, not what is not be
be done.

E. REPORTING REQUIRLMENTS

Periodic progress reports to ths LSPC are required of all LSPC Task
Groups, These reports are intended to advise the LSPC of:

3



a, Progress toward the achievement of major milestones,
areas in which the Task Group is behind schedule, and the reas‘'n for
slippage.

b. Problems which have arisen during the course of the study,
Task Group actions taken to resolve those problems, and the specific
action required of the LSPC to assist in the resolution of those
problems.

. Instivctions for the submission of LSPC Progress Reports are con-
tained in Appendix C.

F. REFERENCES

The Task Orvder should list material related to the subject of the
study which has been identified as relevant,

This 1list of references should include such material as:
a. DoD and Military Service directives,

b. HManagement studies conducted by DoD, the Military Services
or cther DoD Components, the Office of Management and Budget, the
General Accounting Office, civilian Governmental agencies, or studies
conducted by private management consultant organizations for *hese
organizations,

¢, Relevant theses or studies available from DoD or civilian
educational institutions, such as the National War College, the In-
dust:rial College of the Armed Forces, or individual Military Service
schools. '

These references should assist the Task Group in its initial
orientation but should not be consider.d an exhaustive bibiiography

of references.,

G. CONTACT POINTS

Task Groups work only for the LSPC during the course of their
assiznment and therefore the LSPC is the source for all instructions
and guidance to tke Task Group. Guidance is generally provided at
LSPC meetings and received by the Task Group through the LSPC Secre-
tariat,

A staff office within the Office of the Assistant Secretary of
Defense (OASD) (I&L) may be designated as the point of contact for day-
to-day guidance to the Task Group on matters not meriting the attention
of the LSPC itself,



——————,

The Task Group should be authorized direct contact with DoD Com-
poncnts, other Government agencies, private industry, and educational
and industrial associatq-ons to arrange ficld visits, briefings, and
request data required for the study.

H. TIME PHASING

The Task Order establishes only two dates, the date a detailed
plan for the accomplishment of the study is due (2 minirum of 30 days
should be allowed for the development of this plan) and the date the
final report of the Task Group is due. (The completion date is ex-
pressed in terms of the monthly LSPC mectings; c.g., "Finc. report
should be submitted to the October 1973 LSPC meeting.')

I. DATA COLLECTION

Every Task Group cffort will involve a relatively large-scate,
formal datua collection effort. To facilitate the "data call,"™ the
Task Order should include the assigned Reports Control Symbol (RCS)
to be usced and the statement that each DoD Component will bear the
costs of submission of its portion of this data.

J. TASK GROUP CCMPOSITION

The Task Order will specify that Task Group manning will be on a
full-time basis for the duration of the study effort. 7This is neces-
sary to cnable the Task Group to effectively plan and program its
activities.

The number of Task Group members must be related to the Task Group
workload, not to the number of DoD activities particularly interested
in the subject to be studied. The required total manning of a Task
Group must be the result of an analytical effort, involving considera-
tion of such factors as the approach to the study, amount of research
required, the numbe: of different "areas” involved in the study, and
the degree of specialization required of Task Group members. These
factors are Zetermined during the Study Plan developnent and hence,
the Task Order should not specify Task Group manning, The Task Order

.should, however, identify the office(s)/organization(s) from which a

Task Group nucleus will be drawn. The nucleus, consisting of the
Task Group Chairman and one or two Task Group members, will be respon-
sible for developing the Study Plan (sce Chapter II), and one part
of the Study Plan will be a statement of the full Task Group ranning
requirement.,
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K. ADMINISTRATIVE SUPPORT

1. Pay and Allowances. Pay and allowances will be provided by
the parent organization (DoD Component or civilian agency) of each
Task Group member,

2. Clerical and Office Support. Clerical and office support
will be provided by the DoD Component designated in the Task Order,
Ordinarily, this will be the DoD Component providing the Task Group
Chairman., These services will be provided to the Task Group on a
nonreimbursable basis and include, but not be limited to, the f¢'llow-
ing: office space and office supplies; s.cretarial/typing assistance;
printing and reproduction =ervices for interim publications and Task
Group forms, as well as for the final Task Group report; and, auto-
matic data processing support, including programming and macii-e proc=-
essing for Task Group data analysecs.,

3. Travel

The parent organization of each LSPC Task Group member in-
cluding the Chairman will be responsible for funding its Task Group
member's travel requirements. The Chairman will provide a copy of
the proposed itinerary, as soon as available, to DoD Components to
assist them in planning for the expenditures for Task Group travel,

The DoD Component responsible for providing administrative and
logistical support wili provide travel support, including:

(1) Making travel and hotel reservations and obtaining
tickets;

(2) 1Issuing travel advances based on the member's orders;
and,

3) Processing travel vouchers and making payment, citing
appropriate funds contained in the travel orders

L. ISSUING AUTHORITY

The signature element appearing at the end of the Task Order is
the authority to direct the accomplishment of the study.

Where the signer of the Task Order is acting in a capacity other
than that represented by his of“icial title, the signature element
should express that aiternate authority. For example, LSPC Task
Orders are signed by the Assistant Secre*ary of Defense (I&L), acting

- in his capacity as Chairmzn of the LSPC, and the sigrature 2lement of

LSPC Task Orders should reflect this fact.



CHAPTER TI

STUDY PLANS

A, INTRODUCTION

The Study Plan, containing the results of one or more months of
extensive analysis into the nature of the assigned study, is a dis-
sertation of what is to be accomplished and how, The Study Plan, when
approved, supersedes the Task Order.

The Study Plan should be developed by a nucleus of the full Task
Group (two or three members including the Task Group Chairman). The
Study Plan will be submitte” *o the authority which issued the Task
Order and should highlight 7 significant differences between the
Study Plan and the original Task Order. The approved Study Plan
should be disseminated by the approving authority to all DoD Compo-
nents interested in the subject of the study.

b
This Chapier identifies and discusses the elements of information
to be included in a Study Plan:

a., Study goals;

b. Study scope;

c. Study approach;

d., Task Group manning;
e. Study schedule;

f. Data requirements;
g. Itinerary; and,

h., Contact poi:uts,

A sample Study Plan is contained in Appendix D.

B. - PURPOSE /TASKS/OBJECTIVES

This element of the Study Plan identifies the specific products
which the Task Group plans to include in its final report.

This element may differ from that which was included in the origi-

nal Task Order because of changes made during the Study Plan develop-
ment by the Task Group nucleus as a result of analysis of the problem,



The approving authority should carefully revie. this porition of
the Study Plan and note the nature of any changes between the original
Task Order and the Study Plan.,

C. SCOPE

The Scope is a more definitive identification of the study param-
eters included in the Task Order.

Consider the following in describing the study scope:

a. Make the study scope as broad as possible to prevent any
improper restriction on Task Group rescarch efforts. Affected act’vi-
ties will object to research into areas not firmly identified as being
included within the scope of the study; therefore, develop the scope of
the study plan accordingly.

b, Identify any exclusions f:om the study to avoid futuze mis-
understandings.

¢. There may be a need for the Task Group to research areas
(e.g., commodities or logistics functions) which are not within the
primary interest of the study, but which have a relationship with the
areas of primary interest. Include these areas in the scope for study
of the relationship.

There 1is an interrelationship betwean the scope of the study, the
manpower authorized to the Task Group, and the amount of time allocated
to the study. As each of these elcments is tentatively established
during the c«evelopment of the Study Plan, the other two should be re-
viewed., Appropriate adjustments must be made in tihe trade off between
study coverage, manning, and tiring to insure that these are in balance
when the Study Plan is submitted for approval, It may, for example, be
necessary to limit the scope in order to insure completion of the study
by a mandatory due date,

D. STUDY APPROACH

The Study Approach describes how the Task Group proposes to accom-
plish the study. It contains the sequent?il actions which the Task
Group plans to take to complete the study, ‘

The principal task 1in develoning the study approach is to ident;fy
the full range of possible study conclv:iens and recommendations and
then plan study actions to collect information and data to enable the
evaluation of each of these. Do not start with a preconceived idea of
what the conclusions should be and orient study research efforts toward
proving then,



There are two basic approaches to accomplishing a study. 1In one
approach the Task Group, through extensive {icld research, develops
a high degree of expertise in the subject arca of the study. The
Task Group then analyzes the problem, develops conclusions and recom-
mendations and prepares a final report. 1n the other approach, the
Task Group performs limited research and then develops an interim
scet of findings, conclusions, and recommendations which are distrib-
uted to interested Components for comment. Based on these comments,
the Task Group engages in additional highly specialized research,
deve lops revised findings, conclusions, and recommendations and then
prepares its final report, The choice of approach rests with the Task
Croup Chairman,

Consideration should also be given to the possible need for a serv-
ice test or simulation. This must be identified in the study approach
if it is considerecd a prercquisite to the development of final study
recommendations,

The Study Approach should consider the following actions, as appro-
priate:

a. Review existing reports and analyses.

b. Obtain hecadquarters-level brizfings from appropriate DoD
Components,

c. Collect management data.

d, Conduct on-site field research at selected activities,
e, Analyze collected data and information.

f, TIdentify and analyze alternative courses of action.

g. Select optimum course of action {rom among these alter-
natives,

h. Establish a service tzst or simulation of Task Group
proposals.

i. Develop a time-phased plan for the implementation of
study recommendations,

E. TASK GROUP MANNING

1. Introduction

Task Group manning is determined by analyzing the amount of
work which must be accomplished witnin the Study time frame estab-
lished by the Task Order, The most significant factors in this
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evaluation are the number of separate "research areas" included in
the Study and the number of activities to be visited during field
research,

This paragraph discusses these factors and how they combine
to determine total Task Group m.apower requirements, and the composi-
tion of the Task Group,

Task Group manning should be kept to a minimmum. A shortage
in Task Group manning, 1f not too Severe, can be overcome by a
greater effort or a slight extension of the deadline date. On the
other hand, the problems of Task Group administration and super=-
vision are increased as the number of Task Group members increases
and are complicated by the presence of personnel for whom there is
no real work assignment,

The planning effort invested in the determination of Task
Group composition will also contribute toward planning the Task Group
Schedule (sece Paragraph F below), the itinerary (see Paragraph H be-
low), and the field research (see Chapter V),

2. Research Areas

A research area is a logistics function involved in the sub-
ject matter of t)e assigned study. Stock control and procurement
are examples of research areas within the scope of logistics studies,
¥ost studies involve consideration of more than one logistics area.
For example, a Task Group concerned with installation-level supply
Support cannot limit its research to requisitionigg channeis, but
also should research the follow.ng functional areas: authorized
stock levels, stock Protection and reservation systems, war reserve
identification and protection, asset reporting, local pProcurement,
raintenance priority systems, maintenance-sup:ly interface, and
funding.

The number of differc: .t research areas included in the study
Prescribes, tentatively, the maxXimum limit to the number of Task
Group members. One member can be assigned more than one research
area but it is undesirable to split a single research area between
twvo Task Group members.

Frequently, a large number of research areas are identified
as being relevant to a stidy (perhaps as many as 15 or 20 individual
areaz). These should be aggrepated into a manageable number of
homogeneous groupings, in terms of such factors as the nature of the
expertise involved or the organization/officevat which the fie:d re-
search would have to ba conducted, Examples include: supply manage-
meat/stock control, technical/engineering, maintenance management,
fiscal, and Procurement, These homogencous groups are a tentative

10
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approach to the organization for ficld rescarch (see Chapter V) and
help to determine the number of people required to visit an activity
to conduct on-site rescarch,

3. Ficeld Rescarch Activitices

From a manning standpoint, the basic question to be resolved
is whether cnough time is available to permit all Task Group members
to visit all field research activities, While this is a most de-
sirable objective, time constraints may require a larger Task Group
to permit two or even three field activities to be visited simsltanc-
ously.

The way in which field rescarch is conducted establishes a
"myltiplier factor'" which determines total Task Group manning: the
number of functional groupings inlo which fiecld research must be
aggregated times the number of activities which must be visited
simultancously in order to complete the study on time, cquals the re-
quired size of the Task Group,

A decision to split a study team and visit more than one
activity at the same time should be made reluctantly, It is de-
sirable that all Task Croup members visit all activitics in the
ficld research itinerary, because there is no substitute for actual
on-site review in develcping Task CGroup expertise,

&4, Specialized Personnel, Consideration should be given to the
need for highly specialized personnel to suppe~t the Task Group
during all, or only a portion of, its operations. Examples of the
types of additional personncl which might be required include data
collection coordinator, ADP specialist and cost accountant,

5. Funding Constraints. The preccding paragraphs have identi-
fied the factors which determine the tot:s! Task Group manning., Fund
availability must also be considercd, Fund limitations (gencrally
in the arca of travel funds) may require a redaction in total Task
Group manning.

6., Task Group Composition

a. Introduction., The Study Plan must specify the total
number of pcople to be provided to :the Task Group. 1In addition, it
should specify the types of people desired, in terms of military-
civilian mix, grade/rank, expertise, and/or DoD Component source.,

b, Military-Civilian Mix. Tho relative number of military
and civilian personnel on the Task Group may be a factor affecting
the acceptability of study rccommendations. For example, a study

11



‘involving supply relationships between combat units overseas may be
identified as requiring a different military-civilian mix than one
concerned with wholesale supply management in CONUS. Appropriate
specifications should be included in the Study Plan when this factor
is determined to be relevant,

c. Grade/Rank., The minimum grade/rank of personnel assigned
to a Task Group is a function of the complexity of the task assigned
and/or th~ organization levels which must be contacted to obtain in-
formation, Team members should have experience as management /systems
analysts or experierce in the tasks/functions included in the study,
Generally, personnel of the 0-4/G%:13 level have sufficient exper ience
for Task Gr¢up membership.

d. Existing Expertise. While the Task Group members are
expected to become experts in che areas relevant to the subject of the
study as a result of study research, some background in these areas is
desirable to assist the Task Group in its planning efforts. Identifi-
cation of desired background and experience should ta expressed in
terms of functional areas (for example, ICP stock ccatrol, depot
transportation planning, or installation stock funding experience).
Identification of the desired expertise should be made to provide the
Task Group with a balance of all relevant experience insofar as this
is possible within the constraints of the total desired Task Group
size. Consideration should also be given to the possibility of using
part-time consultants in highly specialized areas when such detailed
knowledge would be required for a limited time only,

e. Personnel Source. Some DoD Components will have a greater
interest in the study subject while other Components will have almost
no interest. Some civilian agencies (for example, General Services
Administration) may also have an interest., These factors should be
considered in identifying the source of Task Group members. Within
the limit of total desired Task Group size, an effort should %~ made
to have perscanel from each directly affected DoD Component on the
Task Group.

7. Summary

The Study Plan should specify the total number of people to
be assigned to the Task Group, the military-civilian mix when appro-
priate, and the minimum grade/rank r~quired. In addition, the Plan
should =lso specify the functional expertise and/or Dod Component
source of perscnnel. (See Chapter III on criteria for selecting
members for a Task Group).

Ar example of the identification of Task Group manpower re-

quirerments, showing functional and organizationsl needs, 1is contained
in Appendix E,
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F. STUDY SCHEDULE

The Task Order specifies when the final Study report is to be
submitted., The Study Plan must contain other milestones. Following
arc several milestones which should be included in the Study Plan with
suggestions on timing fur a number of these., Actual time requirecments
must be tailored to the needs of cach individual study effort:

a, Date on which full Task Group assembles,

b. Period during which Task Group establishes its approach
to the Study, and develops requirements for Headquarters briefings.
A minimum of two wecks lcadtire must be provided for the briefings,
The briefing schedule and general description of the briefing requirc-
ments should be provided to the involved DoD activities as soon as
possible while a detailed briefing requirement should be provided at
least one week in advance of the scheduled briefing.,

€. Period during which the ficld research itincrary, field
rescarch estiopnaire, and statistical data requirements are deve loped
Adequate time must be allowed for this planning effort. Inadecuate
planning can seriously handicap a study. Allow a minimum of three
wecks for even the simplest of studies.

d. Date on which the field research itinerary is completed.
This should be at least onc week (and, preferably, two or more weeks)
before the start of field research.

c. Date on wl 'ch the field receirch questionnaire is distrib-
uted. The ficld research questionnairc shouid be in the hands of the
field activities at least ore week prior to Task Group arrivel if the
activities are expected to develop inrformation in advance. This has an
effect on the timing of the preceding clement.

f. Date cn :hich statistical data requirements will be re-
leased, Statistical data requirements should be issued before the Task
Group departs on field research; however, it may be desirable or neces--
sary to complete sone field research before these data requirements can
be identified,

8. Date on which statistical data is to be submitted. Allow
‘a minimum of two months. This period will be extended by such fac-
tors as: the number of command echelons through which the reporting
requirements must be processed; extent to which the requested data
differs from that which is available at the data submitters; the
amount of computer prograrming effort required; and, the nced for
planning plus data collection time, if the requirement is established
for transaction data not alrec'y being collected by data submitters.
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The collection of statistical data is the most difficult item to
schedule and will be the factor most responsible for deterring
the timely completion of a study,

h. Dlates on which field research wiil begin and end. This
is a function of the number of field activities to be visited, the
amount of research to be accomplished at each, and the amouat of
writing time required between visits. These subjects are discussed
in Chapter v,

i, Period during which final analysi- will take place and
the final report will be develqggg. Allow a minimum of three months,
It is virtually impossible to allow too much time for this phase of
the study,

J. Date for submission of the final report to LSPC.

In addition to the time allowances for study requirements iden-
tified above, allowance should be made for the following factors:

(for example, field research visits, briefings, or Joint planning
sessions) are scheduled during the last two weeks in June.

b. Civi’ian Leave. The civilian leave yeax ends with the
end of the calendar year, coinciding with the Christmas-New Year
period. Only a limited amount of work should be scheduled during
this pcrind,

€. local and National Holidays, Offirial (local, National,
and foreign) holidays may nave an impact on study scheduling. Do not
schedule Task Group field research over holiday perinds,

Appendix F contains an example of a stucy schedule, This sched-
ule should identify specisic dates, based on an assumed date of Study
Plan approval., If this date “slips," a revised schedule should be
submitted in the first Task Group progress report,

G. DATA REQUIREMENTS

Summary, program, individual activity, and/or individual item
data may be required for Task Group review and analysis., (The de-
velopment of data requirements is discussed 3. detail in Chapter Iv,)
This requirement will be met, to the extent feasible, through the use
of existing reports and data, .Special reports and data analyses may
be needed tc meet Task Group requirements. Generally, these data
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requirements cannot be specified at the time the Study Plan is being
prepared,  The Study Plan should specify that data will be required,
and that detailed data requirements will be forwarded later, dircctly
from the Task Group to the headquarters of the DoD activities in-
voived,

The Study Plan will cite the Reports Control Symbol provided in
the Task Order,

1. ITINFRARY

Fictd rescarch at DoD activitics will be required for the accom-
plishment of the assigned study., The identification of activities
to be visited during ficld rescarch is discussed in detail in Chapter
V. The specific activities to be visited and the timing of the visits
guenerally cannot be specified at the time the Study Plan is prepared,
However, the type of activities which should be visited (for example,
ICPs, depots, procurement offices, or operaving installations) should
be identifiable.

The Study Plar should specify that field visits will be required
and arc authorized, and that a detailed itinerary will be forwarded
later, dircctly from the Task Group to the hecadquarters of the DoD
activities involved,

I. CONTACT PQINTS

It will be necessary for the Task Croup to contact interested
activities (for example, the Military Services, Defense Agencies, JCS,
or civilian agencies) during the course of “he Study in order to make
travel arrangements, obtain clearances, identify sources of information,
or obtain information and data. :

Communication between the Task Group and these intcrested activi-
ties is m.rc casily accomplished if the initial contact with cach
activity is made through an individual who is aware of the Study
assignment and the Task Group mission. Theref.ore, the Study Pian
should indicate that cach activity involved with the Task Croup will
designate a single point of contact for matters pertaining to the
Study.

The poin* of contact cannot be a member of the Task Group from the
Component, but rust be an individual within the Component who is at a
sufficicently high organizational level (for cxample, at Departmental
level) to expeditiously perform the duties and responsibilities of a
centact point,



CHAPTER 111

SELECTYNG AND ORCANIZING A TASK GROUP

A. OUVALIFICATIONS OF TASK GROUP MEMBERS

The Task Order and the Study Plan will identify the total number
of people required for a study, their grade/rank, the DoD Component
providing the personnel, and the technical areas in which they should
have specialized knowledge.

Neither the Task Order nor the Study Plan will identify the more
subjective characteristics which are desirable for members and the
Chairrar of a Task Group., Involved components should consider the
following important characteristics in selecting their persornel for
duty with Tas. Groups:

a. Analvtical Ability. The ability to perform analyses is
the most important single capability required in Task Group members
and overrides any other considerations. Analytical ability partially
offsets a lack of writing ability and enables the individual to over-
come deficiencies in technical knowledge. Analytical ability combined
with a questioning attitude contributes to the ceffectiveness of a Task
Croup. Thus, what is sought is not only an individual who will ask
"What is being donel", bu:s who will also ask, "Why is it being done
this way?" and, "ilow could it be done better?" An individual whose
talents have been confined to interpreting existing directives — as
opposed to developing new ones -—— does rot represent great potential
for contributing tc Task Group deliberations. Similarly, the demon-
stration of outstanding competence in combat or supervisory duties
alone, without some denm-nstration of management abilities in logistics,
does rot scrve as an adequate recommendation for Task Group duty.

b, Writing Abiiity. The end result of Task Group actions is
expressed through writing. The results of field research and rfinal
Task Group findiags, conclusions, and recommendations must be written
into a final study renort. An ability to plan and organize written
material and to express thoughts clearly and concisely in writing is
an invaluable asser for a Task Group member. Individuals without at
teast a fair writing ability should not be designated for Task Group
membership.,

c. Technical Knowledge. Some familiarity with the subject
area of the study is desirable av! expertise in the area would be even
more helpful., It should be noted, however, that the Task Group study
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approach is designed to develop technical competence in the Group
members during the study and prerequisite technical knowledge, while
desirable, should be considered of secondary importance compared to
the characteristics identified in the preceding paragraphs.

These characteristics are applicable both for members and for the
Chairman of a Task Group. Onc additional major consideration in the
sclecrion of the Task Group Chairman is an ability to organize and
manage 2 group cffort, Preferably, this ability should have bec¢n
demonstrated through the direction of a comprehensive study effort.

B. TASK GROUP LEADERSHIP

The Task Order will designate an organization responsible for ron-
ducting the study and this organization will be expected to provide
the Chairman of the Task Group.

There may be instances in which the organizational assignment of
responsibility for a study results in the designation of an individual
as Task Group Chairman who is not in a position to devote full time to
Task Group efforts. 1In this situation, the Task Group Chairman will
identify a senior individual from his organization to serve as full-
time supervisor of Task Group activities. The individual so identified
will be designated as Task Group Director and will assume, on a day-to-
day basis, the responsibilities of the Task Group Chairman as described
in Paragraph C.

The relationsi'ip between a Task Group Chairman and a full-time Task
Group Director will be as mutually agreed upon between the individuals
involved and the Chairman is authorized to delegate full responsibility
and authority for Task Group operations to the Director. The Chairman
should make clear, both to the Director and to the Tarsk Group members,
the extent of this delegation and the nature of the authority and re-
sponsibility which he has retained for himself.

Throughout this Handbook, references will be made only to the Task
Group Chairman and these should be understoo! to include the Task Group
Director to the extent autuorized by the Chairman. Generally, these
references to the Task CGroup Chairman are intended to apply to the in-
dividual devoting full-time efforts to the study assignment.

A full-tire member of the Task Group, not necessarily from the
vrganization responsible for providing the Task Group Cnairman, will
be designated as deputy. This individual will be selected by the in-
dividual providing full-time leadership to the Task Group, and will be
designated as '"Deputy" to the individual cxercising full-time Task Group
leadership (i.e., Deputy Task Group Chairman or Deputy Task Group Direc~
tor, as appropriate). Criter:y which can be used for the selection of the
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Deputy include:  the most senior of the Task Group members; the Task
Group membor with the greatest amount of cxperience on a task group/
study team; or, a member of the same office/organization as the Task
CGroup Chairman and, therefore, someone of whom the Chairman uas knowl -~
vdge and in whom he has confidence.

C. TASK GROUP CHAIRMAN RESPONSIBILITIES

A Task Group is an ad hoc organization, established to per form
a specific mission and then disbanded after the completion of rhat
mission, While 1t is in cxiscence the Task Group must be considered
to he &s substantial as any permanent organization, with the duties,
rights, and responsibilities of permanent, standing organizations.
Similarly, while the Task Group is in existence, the duties, rights
and responsibilities of the Task Group Chairman must be considered
to be comparable to those of the chicef of any permanent staff orga-
nization,

Task Group members will be under the supervisory control of the
Task Group Chairman., Their day-to-day working relationship will be’
as any c¢mployee-supervisor relationship. The employee's presence,
absence, work assignments, and performance c¢valuation will be the
responsibility of the Task Group Chairman. The Chairman has the
responsibility for providing a Task Group product in accordance with
the objectives contained in the Task Order and, thercfore, it is his
responsibility to use the resources provided (including personnel)
toward the proficieat attainment of those objectives.

The duties and responsibilities of the Task Group Chairman in-
clude, but are not limited to, the following:

a. Esvablishing Task Group duty hours and work schecdules:
normal duty hours will he in accordance with the schedul: of the
organization providing logistical support; special duty hours (e.g.,
overtime) will be in accordance with applicable personnel regulations.

b. Making work assignments,

c. Establishing schedules for the accomplishment #£ Task
Group work, such as dates by which drafts or final write-ups must be
submitted.

d. App:oving leave, although the final processing of leave
requests and related decuments must be through the parernt organiza-

tions of the Task Group members,

¢. Submitting performance/cvaluation/fitness reports on Task
G- up members, in accordance with applicable directives.,
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f. Signing Task Group correspondence.

D. TASK _GROUP MEMBER RESPONSIBILITIES

Personnel are assigned to the Task Group on a full-time basis
for the duration of the study subject to earlier release as mutually
agreced upon by the Task Group Chairman and the providing DoD Com-
ponent.

Individuals selected for duty with a Task Group (including the
nucleus identified by the Task Order) will be placed on orders tc
the Task Group by their parent organization. These orders will be
of an appropriate type to establish the relationships specified in
this Chapter.

Task Group members are responsible for doing a conscientious,
qualitative job, -imed at carrying out the mission of the Task
Group. As a result, Task Group mempbers cannot be considered "rep-
resentatives' of the organizations from which they are sent and
their allegiance and responsibility to those organizations must be
severed for the duration of their assignment to the Task Group.
Furthermore, Task Group members are not considered ''contact points"
for obtaining information from their respective organizations.

This does not preclude Task Group member cortacts with his
parcnt organization on personiel and administrative matters not

connected with the subject of the study.

E. TASK_GROUP DECISION MAKING

To be fully effective, the Task Group decision making process is
dependent on extensive group discussion sessions and a free exchange
of ideas among the Task Group members. During such sessions, Task
Group members should not be inhibited by rank, grade, or organizational
differeices. The importance of full participation and free discussion
should be continually emphasized by the Group Chairman.

As a study develops and progresses, decisions regarding procedur-
al and Substantive issue: are required. Procedural issues are those
reiated to the way the Task Group accomplishes its tasks. Substantive
issues are those related to the potential effects of the Task Group's
efforts; that is, the major findings, the analyses, the conclusions,
and the recommendations of the Task Group. The following guidelines
are provided for reaching decisions regarding each type of issue.
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a. Proccdural Issues. Decisions on procedural issues may be
made by the Task Croup as a wvhole, by the Chairman after consultation
with Task Group members, or by the Chairman unilaterally. while Task
Group input should be solicited on pcocedural matters, care must be
taken to avoid wasting time in extensive discussions on these matters,
and the Chairman should not be reluctant to make procedural deecisions
unilaterally or after minimum consultation with the Group members.,

h. Suhstantive Issues. Decisions on substantive issves, be-
causce of their importance to the stuc/, should be arrived at by the
Task Group as a whole after « full discussion. The Group Chairman
will perform the role of discussion leader and ensure that all Task
Group members have had an opportunity to present facts and opinions.
He muse, however, be prepared to terminate discussion after the issucs
have been fully defined and presented and call for a vote on the sub-
stantive issue. While the Chairman has the prerogative of overriding
the majority on substantive issues, this prerogative should be exer-
ciscs with extreme reluctance. Substantive decisions should be sup-
ported by Task Group members for the duration of their assignment to
the Group and minority positions will be not included in the final re-
port. (Naturally, after returning to their parent organizations, Task
Group members can participate in preparing their Component's comments
on the Task Group Keport, can coument freely on study conclusions, and
can express their disagreement with portions or all of the report.)

F. 1ASK GROUP WORK ASSIGNMENTS

1. Research and Anaiysis Areas

The Chairman should identify as early as possible the areas
into which Task Group research and analysis 2fforts will be divided
(sce the discussion on the identificat.on and grouping cf “research
arcas" in Chapter II). Specific assignment of responsibility for
each of these areas should be made to individual Task Group member:
to permit them to concentrate their efforts during the course of the
study. This assisnment should cove -: preparation of the field re-
search questionnaire; identification of statistical data submission and
data analysis requirements; conduct of field rescarch; and, final report
preparation,

There are two bases for making these z~signments:

(1) Assign responsibility to a member who already has ex-
pertise in the rescarch area: This has the advantage of producing quick-
er lcarning results, because the member is not starting from scratch in
developing expertise. and is less likely to overlook less obvious areas
of research. It has the following disadvantages: the knowledgreable
individual runs the risk of assuming current knowledge in an area, when
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it may in fact be obsolete; and, knowledge of an area is concene-
trated in the one assigned individual, with only limited ability by
other Task Group personnel to engage in discussion or raise ques-
tions in the area.

(2) Assign responsilility to an_individual who has no
expertise in the research area: This has the disadvantage of delay-
ing the time in which Task Group expertise is developed and runs the
risk that the novice in an area will overlook important information.
An advantage results if there is another individual on the Task Group
who already has some expertise in the area; Task Group total compe =
tence in the area is increased, and the two individuals are able to
engage in cross-fertilizing discussions,

The Chairman should emphasize to the Task Group that this {n-
dividual assignment of responsibilities does not permit Task Group
members to completely ignore areas other than their own. Each mem=
ber of the Task Group is expected to contribute to the development of
all areas invoived in<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>